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0]7?6‘6 Memciifﬂﬂd%m . UNITED STATES GOYERNMENT

TO  : Director of Central Intelligence DATE: 7 ;ly 1950 M

FROM : Acting Executive S’ =l
SUBJECT: Proposed Plan for Realignment of Certain Agency Functions | MW;,

References: a, Memo from Management Officer to Acting Executive, subject as
above, dated 3 July 1950.

be Memo from DCI to Acting Executive re above subject dtd 6 July 1950.

1, It is evident from reference "b" that the intent of the proposal
contained in reference "a" has not been made clear,

2+ The Management Officer has requested authority to coordinate his
plan with all interested components of the Agency. This coordination
will require that each Assistant Director and Staff Chief who may be in
any way affected by the proposal be thoroughly briefed on both specific
and overall implications, and they will have full opportunity for thorough
discussion and comment, including any desired dissent, The Director will
be completely informed of the stand of each interested official when
study and coordination have been completed to the point where specific
recormendations are warranted for final decision by the Director,

3+« The proposal does contemplate transfer of certain functions cur—
rently assigned to OCD. As a partial basis for this we have on record a
written recommendation from the Assistant Director for Collection and
Dissemination suggesting that certain of these transfers of functions

*

would be appropriate. However, for the purpose of this study, this has [ = © o o
not been considered as final on his part, and he will have the full s = s
opportunity indieated above to take part in the coordinated development o e |
of the proposed plan and to take any stand in connection therewith which =2 LY
he may now consider appropriate. ‘ « r
e It is not anticipated that either additional persomnel or funds] . (4; 15 '
would be required to implement this proposal, In fact, should the % 2 s
changes prove finally feasible and desirable, some saving in both per— | = © 3 3
sonnel and funds would probably result, ' }ii ,
. AR STH X
5 I am sure that the Management Officer did not intend to give t}ﬁelgm%;;o
impression of having made a decision about the eventual disposition of f\ ; fi';_f?
00/C. All of us fully understand the implications of the currently P
suspended Security Council decision of last August, and that if we are | x R
directed to implement the decision as given it will vitally affect L,
certain of the proposals made in reference "a%, If it should finally be _ " | Jg
determined to be desirable and feasible to make any or all of the = ‘FQ&;’
hadi W 4 ) b

changes proposed in this current study, the actual implementation of ,
some of them would definitely be subject to the future status of oo/c Ittt
when such status has been finally determined. . )
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CENTRAL INTELLIGENCE AGENCY
WASHINGTON 25, D. C.

1ER 1-1186 .

6 July 1950

MEMCRANDUM TO: ACTING EXECUTIVE

1. The attached proposed plan is returned.

2, While it may appear of interest, before being

considered, I would like to have the comments of the various

Assistant Directors.

3. There are several points I would like cleared up

for my own informations

A. As this appears, in many respects, to be a
dismerberment of 0CD, what is the effect

on numbers of personnel in the various changes?

Will an increased number of personnel be
needed?

Be. Whal is the money connection with such changes?

i1l inecreased funds be needed?

Ce In Paragraph 7, Management produces a very

fine

decision in that 00/C not be incorporated in
the proposed Office of Operations. This is a
subject that we have argued over and discussed

in the Security Council and in the various

Boards, and they have directed that it be so
incorporated. How are we going to get around

this?

|

L 4
R. H. HILIENKOETTER
Rear Admiral, USN
Director of Central
Intelligence

Approved For Release 2002/05/01 : CIA-RDP81-00261R000600040032-1

—SECREE-

25X1A



~SEGRET

—
Approved For Release 2002/05/01 : CIA-RDP81-00261R000600040032-1 | Essoniive Hegiszy |

_-nge |

Acting Executive 3 July 1950
Managensnt Officer
Froposed Plan for Realignment of Certain Agency Functions

1. There is attached hereto a draft of a proposed plan for the
rsalignnent of certain Agemcy functions based on studies made by this
office and comments received from various opersting officials. Briefly
the plan proposes the following changes:

- 8. BRedesignate O0ffice of Collection and Dissenination a=s
Office of Reference and Dissenminstion.

o b. Transfer function of coordimstion of requirements and as-
sigument of collection actiom from OCD to Joint conmtrol of ORE
and 08I.

¢. Transfer function of collection of material from qﬁhc;
~ government agencies from (D to 00, ' :

4. Trausfer ORE presentation fumctionm to 00.

- ¢. Trensfer function of governmentsl liaison control snd records
from OCD to IS8,

f. Redesignate Office of Operations as Office of Overt
Gollection.

€ Transfer function of administrative machine records
‘ sapport from OCD to 88S.

2. It is our bellef that the proposal submitted kas been soundly
conceived and that if adopted will result in more efficient and effective
Agency operations.

3. Request authority to coordinate the proposed plen with all
interested components of the Agency.

25X1A

Encl: Proposed Plan

¥
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1. A series of Mansgement Staff studies of CIA operaticns under-
taken wvithin the past year disclose that sericus doﬁrrcnts to opersting
efficiency could be removed by realigmment of Agency fumctioms. There-
fore, it 1s recommended that the Office of Collection and Dissemination
be redesigmated the Office of Reference and Dissemination and that the
major functions listed below be transferred sas indicated.

2. goordimation of information requirements and assigmment of

collection action from OCD, Liaison Division to joint comircl of the

requirements Staffs of the Assistant Directors of ORE snd 0SI.

Discussion: The functions of cocrdimating reguirements and
sselgning collection action are sc closely integrated that they
can properly be considered &z a single function. Experience has
showa that requirements have been most easily satisfied when informal
liaison vith the collecting agency i= possible im the initisl stages
of requiremsnts formulation. The timing of requirements, as well
as the informeticzn to be collected, must be evaluated for colleci-
sbility by the collector. In many cases, the collector is the dominating
factor as to whether certain information can be cbtained and should
be formalized as a requirexent. Full coordinmation of requirements
in the production offices will, as s matter of course, provide for
the participation of OC and 30 in the reguirements activity. Also,
it 1s anticipated that the requirements caoédimtion activity will
sncompass, in varying degrees, participatiocnm of both intelligence
contributors and informaticn collectors.of all the sgencies represenied

ApprouldtﬁnrmeasﬁﬂMZIgﬁrl_ﬂ:hcﬂARWO%lRmm-dn an sgree-
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ment basis s well as oa an assignaent basis. As a jolnt responsi-
©ility of ORE and 0SI, esch reguiremeni will be processed by the
Agency cmoneﬁt who is most interested in obtaining the necessary
information for the proper evaluation of intelliigence, with such
regquesting compopent being empowered to megotiate directly with
the collecting.flcilitiea &t an early stage of requirement famuiatien.

Purther, there will be one léas echelon in the requiremente
process. Experierce has Mcuted that for every additiomsl echelom
between the formulation of s nq%ust and the cospietion of the actionm,
the basic informstion desired is sdultersted and possibly weakened.
Alsc, the time teken tu effeci completed action om & requirement is
lengthened by the sdditional processing required.

Hader normal clrcumstences, the Managemeni Staff would rarely
recommend that a major function be placed under jolnt comtrol of
two Assistant Directors. .In this cese, however, it appears worksble
because ssientific requirements are primerily generated in the
Scientific Intelligence Commlitee. Thus, except In isclated instances,
all requirements of 050; OPC, 00, and other intelligence agencies
referred for coordiuatisn will £all within the Jurisé.iétion of ORB
and can be directly routed to this Office for sction.  fcordinstion
cf OKE and 0SI requirement activity can be emhanced by installation
of usiform procedures and by physically locating these two Staffs
in adjeinihg space.
3. Collection of imtelligence materials asvailable in cperating

vmits of other government agencies from OCD,Lidison Division, and from

ORE, Presentaiion Division, to Office of Operations.
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Discussion: The overt collection function of this Agenmcy has
baen divided between several collection activities located in different
Offices. 1t is envisaged that ultimetely all overt collectiom will
be located in one Office. The transfers yroposea in this paragraph

for {mmediste actionm would brimg together all overt collectiom
25X1A

activity with the exception of the| | It is

possible that this 0SI activity could alsoc be transferred to 00
iz the nesar future. Then, the Office of Operations could be
rensaed the Office of Overt Collection.

There 15 & very important further point to be considered in
conjunction with assigament of the overt collectiom function. It
is one thing to collect materisl, record it, index it, and place
it on ghelves for future reference. It iz a quite different
proposition to collect intelligence materials analyze, gelect, and
edit the imformation and prepare informstion reports from these
materisls in sstisfaction of information reguirements of the
production analysts. Also, 00, vho is now CIA's primary overt
collection facility, bas the experience, rescurces, snd capablilities
o effect a better collection action tham OCD, ORE, or GBI for whom
overt collection is & secondary responsibility.

%. Govermmentsl lisisom comtrols smd records from the Lisison Division,

OCD, to Imspection and Security Staff.

P

Discussion: Primary Agency comtrol of official liaison of CIa
aaployees with employees of other government, agencies is vested in
1833, who in the final instance determines from & security standpoint

whether lisison contact may be established and cantinmd Therefore,

-
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1t would sypear WMI&% should spprove or dizapprove |
origimal contacte, should supervise illaison establish ca a continuing
basis, and should maintain the control registers. Through functopal
realigmments suggested above, which group like functions wnder o
office, the imstence of duplication of comtects between Offices
would be megligible. The Assistant Birectors, as pary of %bair‘
sdministrative duties, are presestly costrollisg duplication of
costacts between divisions of their Offices and ciber sgescies of
the Government.

3. Machise racords swppert for sdmintetrative Speraticms from

Nachime Nethods Divisich, OCD, Yo the Special Support Stars.

> |
it

i

Discussion: It ic & koowm fact that SCLHORy end effeciency
can be cbtained from cemtralisetion of like sachine recurds sctivities.
1% 13 wholly resscsable tiat the Offices 1n L snd K Buildings do
Bob wish amother office to bandle thelr very sensitive /08, roster,
otc. Cemversely, the other parts o she Agsacy could bave nc |
ubjection to havimg their administrative uctivities bLandled by &
»ore sensitive operation im CIA. Thus, it 1s gropozed that all
the sechine records SWport relating to adminisirative matters be
locathd is L Butlding and hanidled by smplcyees whose security
W are scCeptable to OPC, 050 and the Mﬂ%eumu
AL} substantive suppori will be retaimed by OCD.
6. mm»wmeﬂmatnummmamnmm

osbrace the tw: fusctichs implied im the new mame. It would be wholly

responsible for the saintessmce of dibrexy and reference materials such

a2 those mow beld in the Librery, the Biogrepuic Division, the Imdustrial

Division, amd the Graphics Divisiom. As pary of this referemce fimction
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it would perform certain call#ct.;.on activities. However, it would be

& clear-cut document-type collection sctivity based on the fact that

the matarials belng collected are referspcematerials amd not a directed
collection activity in the sense that 00 and 0SO comduct collection.
Alec, 1t would mmintain the Agency archives, the records management
program, courler and messenger service, the clipping service and all
such common-type services es it is now rendering. Likewlse, ceatralized
machine records support to the substentive imtelligemce operations of
the Agency would remain the responsibility of ORD. Exclusive respomsi-
bility for the dissemination function in the Ageacy would constitute

the second major phase of the ORD mission. It is snticipated that this
fusction can bs further cemtralized and become of greater service to
the Agency by elimination of duplicate dissemimation activities im other
CIA Offices amd by placing greater responsibility with diczeminators

for the selection of imtelligence materials te be routed to CIA components.
{How in process)

7. It is felt that vhile some of these activities sre affected by
the pending decision um NSC 50, most of these suggested changes can be
effected without reference to NSC 5. However, I should like to make
it & matter of record at this time that should phils proposal be implemented
&nd subsequently NSC 50 should be returmed to CIA uirectimg comsolidation
of S0, OPC, and 00/C this Office would urge that 00/C mot be imcorporated
into the L Bullding comsclidation. An Office of Overt Collection, as
described in this propossl, would be guite different from the activities
of amr Office of Covert Collection sud Special Operetions. It is believed
‘hﬁt‘t CIA could operate more effectively by maintaining an Office of Overt

Collection.
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